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EFFECTIVE UTILIZATION OF PSYCHOLOGICAL SERVICES
’ IN ¢Ia

I, Ibe Problem

Ap incressing number of programs utilizing the professional skills of
psychologists are belng developed in the various Agency components. Followe
ing is a partial list of specific incidents that have occurred within the
past three or four months which illustrate the danger that development of
independent psychological services in the Agency will lead to duplication
of effort, wnwitiing interference with each other's programs, and confusion
in the minds of the consumerss

4. FE had started independently & screening progran in[JJJll 25x1A6a
without avelling themselves of professional advice, FE later re-
guested the Office of Training for a survey of this program, which
re&z.%ted in OFR gending s two-man survey team of trained psychologists
te the arem.

B, ¥ bad initisted the use of a completely untried intelli-
gence %est for screening purposes in another areas,

25X1C

D, An assesgment program conducted by a psycholegist on the
Asgesswent and Fvaluation Staff but independent of any control of
this Staff has been conducted in FE, This program has recently
been discontinued,

E. 788 has indicated an interest im procuring a consulting
psyehologlst to work on the sereening of Indigenous personnel, a
problen very closely related to the interest of the staff alveady
aboard in Assessment and Fvaluation,

¥, Commmications has an independent program of psychologie
cal testing concerning which the 4 & E Staff has only limited in-
formation,

G, A & B has recently received & call from an IE representaw
tive who is concerned with the problem of using tests in their
organization,

B, The Medical Office has recently hired a psychologist to
asslst the Psychisirlic Division,

I, The possibility has arisen that psychological testing done
in Persomnel will overlap with that already being conducted by A & B,
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The problem of the role of psychology and psychiatry in
25X1C

E. 0/0 has spproached the A & E Staff for assistance in denl-
ing with defectors,

L. A& recent proposal by the Medical Office to have a team of
peyehiatrists assess indigenous personnel for operating purposes has
recently been proposed, It is understood that this request has been
denied, :

¥, 4t various times, ‘such offices as SR have abttempted to pro-
eurs psychologists for their use in assessment and sereening programs.

This 1ist amply indicates the interest in the use of psychologieal fech-
piques, but it alsc shows clearly the need for the development of a clear Agemey
policy concerning the use of psychologists and their relationships to operational
and professionsl people in the Agency.

1. These policies be adopted:

&, Psychologieal services be concentrated in a single
staf? from which personnel can be rotated to provide services
as needed,

b. Agency programs be subject to professional review and
control when (1) tests or other technigues in which psycholo-
glsts have special competence are used; {2) where psychological
services are contemplated for the kind of programs already in
existence in the Agency, e.g., assessment,

¢, Psychologiecal services be providéd ’Agency, periédnnil on
an advisory Basis, save for specific announced exceptions,

4, Psychologicsl services be supporied by a practically
eriented research progrsm,
{1) If recommendation A-la, above, is rejected, the

research progranm be assigned A é: E, vhero an organiza-
tional element forsuch services already exists,
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2., These techniques be adopted:

8. 4 high.level committee, comparsble to that used for
review of projects, composed entirely of non-professional
personnel be established to determine which Agency problems
are of sufficient importance to warrant spplication of special
peyohologleal techniques. This committec can utilize the DCI~
spproved pancl of psychologzieal consuliants,

b. Por as long as seperate psychologicsl staffs and pro-
exist, a committee be established with representatives
of the formal psychological programe and chaired by a lay per-
son to insure coordination of psychologieal services and the
implementation of Agency policies concerning them,

1, Peychological services should be extended oversees, by the
appointment of a psychological advisor to the senior or area repre-
gentative in certsin major sreas,

8. 28 s trlal) of the effectiveness of this proposal,
psychological advisors be appointed to Sem resentia.
tive, and Senior Representative, {These
edvisors will not anly advise but perform certain psycholo-
gleal services such as assessment,)

25X1A6a

2. Becsuse of the specisl competence of psychologists In the
area of prediction, and beeause of their major role in developing
assesspent procedures in CIA, the & & E Staff, OTR, be granted the
mejor role in psycholozleal assessment.

a. It is clearly recognized that the peychlatrist
has exclusive jurisdietion over the diagnosis and impli.
eations of mental illness for Agency problems, He also
plays a leading role where pesychotherapy is concerned.
4s soon as this question of mental illmess has been re-
solved in the negative, the role of psychological assesa-
ment comes into play in predicting vhat the individual
will do under certaln conditions, The relationship of
peychology and psychiatry in this area should be & coopera-
tive ome, As a baginning in developing this relationship,
1t is recommended that as the payehlatric progran is developed
to the point where such services can be reandered, a psychlatrist
participate in the assessment in the same place and at the
same time 1t im being conducted by the psychologist. Each
sbould make his independent recomicendation to the operational
personnel concerned,

i
%
Approved For Release 2000/08/3?:(§£IDP79-00434A000100050002-3

25X1A6a



Approved For Release 2000/08/§£@£IDP79-00434A000100050002-3
-

%, To avold confusion in the minds of the consumers, it
1s recommended that the following principles he gnnounceds

(1) Referral involving speelal area of psychlatry
as defined immediately above should be made directly
to the Medleal Office.

{2) Referrals involving area of special psycholo-
gical competence as defined immediately above should be
veforred to the A & E Staff,

{3) Doubtful cases should be referred to the 4 & F
Staff as in the best position to screen them and as a
measure of economy in utilizing the time of the psy-
ehiztrist,

3. Vhile recommendations of the psychologist are advisory, to
estsblish a2 wider basis for the rejection of such recommendations, all
{nstances where action to be taken is contrary to them shall be reviewed
by the mext higher echelon over the person charged vith the decision,

III. Einds of Services That Cap Be Provided by Pgychologists

A. Pessibility of Widespread Application

Peychology can be defined as a science "devoted to inereasing our
pnderstanding of man," As a profeasion, its Imowledge and services can ald in
the solution of a wide diversity of problems, It is this possibility of wide~
spread application which makes clesrcut policles necessary congeerning use of
paychologists in a particular agency. Othervise, a eoordinated program dew
aigned for the solution of major problems of the Agency may never be developed;
but psychological services will be frittered awey on needs of the moment rather
than oriented to long-range, important geoals,

There are three prineciples which are basic to the application of psy-
ehologleal tectnigues to practicsl problems in a specific situation:

1. There is a need for familiarization with igency operation
and Igency problems before these techniques can be effectively
applied, ¥Not only 1s there need for understanding of the individe
ual as an individusl, hut slsoc of the situation in which he will
£ind himself, before there is any possibility of making a predic-
tien what the individual will do. It is pecple in a particular
sstting, and not people in general, which the peychologlst is con-
serned with when he applies his techniques.

2. There is need for constant research to support the psy-

ghologieal program, The problems in this fleld are so complex
that techniques designed for their solution mast be constantly
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evsiuated to insure that they sre contributing to the Bgencyts
needs and protecting the individual's welfare. Also, sharper
tosls need to be developed for many of the problems on which
payehologistst advice is requested.

3, In selecting problems to be studied, there is need for
close coordination with mesnagement, In general, menagement should
determine which problems are of the greatest concern te them and
which have the greatest need for solution. This generalization is
subject to two qualifications: (a) The aveilability of techniques
for the solution of & given problem, There iz mo point in posing
probleme to any professlion if there are no suitable technigues
availsble to study it. (b) That menagement state its requirements
in longwrange terms so that careful planning ean be employed in
developing methods to meet them,

B, Posaible Areas of Application

In view of the wide range of the illustrative spplications Iisted
below, it is emphasized that these are not necessarily aress in vhlch psy-
shologists should be actively participating in the Agency but omly situations
in which paychologists could be employed, The areas are glven to point out
mansgement problems in utilizing psychologists most effectively in a large
orgenization,

1. Se on of W. This selection can be nega-

tive-—preventing the employment of certain kinds of individuals——
or 1t can be positive--selection for specific Jobs among those
already on board, The selection can be on a sereening basis or
on & thorough-golng assesement basis, depending on the type and
importance of the job, Selection of individuals for supervisory
positions or for a speclal covert assignment are i1lustrations.

2, Proper Placement or Utllizatdon of Individuals. The

orientation here is different from selection in that effort is
made to find the best vay or possible ways in utilizing an in-
dtvidual rather than eveluating him ageinst the requirements of
& partienlar job,

3, Evaluation of Individuals. The problems involved In merit
rating or personnel evaluation have been subject to a great deal
of rvesecarch by psychologists and the solution to these problems
is frequently sided by special projects, By wvhat procedures and
at what times should the judgment of supervisors be supplemented
by peychological testing or assessment programs?

4. Fwaluation of , . The complete procedures ine
yolved in the recruiting and selection of individuals for em-
ployment of those involved in the gelection of career employees
san be evaluated by special studies. FPsychologists are generally
well trained in these research techniques,
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Bing %}:ﬂﬁeﬁ Individuals in the Use of Peycho-
o . structing supervisors in evaluation of

subordinates or case officers in the significance of behavioral
charscteristics in evaluating potential agents are two examples,

6. Bpegial Problems, These could include studlies of the
infinences of management policies on Agency activities, develop-
ment of procedures for assessing defectors, selectlon of men Yo
act as o team in the undertaking of certain missions, studies of
the status of morale and an analyeis for the reason for gocd and
poor morele--these are illustrations of problems to vhich psycho-
logieal techniques could apply.

In view of the extensive nature of the sbove applicatlions, it is
again emphasized that these sre listed as areas In which psychological tech-
nigues can be applied but are not set forth as the special province of psy-
ehologists, Generally spesking, management must decide whether a problem 1s
of sufficient importance for the spplication of limited psychological rew
sources,

It is recognized that everyone deals with psychologieal problems,
4 supervisor evaluates or assesses his subordinates, Any relationship be-
tween people involves psychological problems, Uhat psychology cen provide is
speelalized knowledge, concepts, and techniques to the solution of those probe
i:? gfki;% are considered important enough to warrant this experditure of time
2 effort,

Since cperational or supervisory personnel are charged with responsi-
bilities for performing tasks, they need some leewny in carrying out their row
sponsibilities. Generally speaking, psychological services should be provided
on & purely advisory basis, letting the consumer determine whether to adopt
the recommendations made, There might be occasional exceptions, For example,
where a specisl selsetion procedure has been developed, cut-off scores could
poneeivably be established after consultation with the consumer; and these
would be mandatory, Not only does the Agency profit more from use of payecholo-
glets in a staff capscity, but psychologists themsclves function better in
staf? than line capacities, adapting their techniques to those problems which
are considered most important at a given time. The philosophy here 1s one of
helping Agency pecple to do a better job, and not in any way atiempting to do
it for them, ’ :

Tn the interests of bringing wider operational judgment to bear vhen
yesommendsations are not aceepted by the immediate supervisor, hiz decision
ghould be subject to review by the next higher supervisory level. The princi-
ple here 1s that the review should be undertaken by someone vho iz sufficiently
close to the problem so that he is in a position to understand the reason for
rejection, Review by & too remote individual all too emsily becomes 3z matier
of declision on the basis of a gemersl policy rather than on the specifie cir-

eudgipronssd For Release 2000/9§!_ %EP-RDP79-00434A000100050002-3



SECRET

Approved For Relegse 2000/08/04 : CIA-RDP79400434A000100050002-3

- -
B, s with Other Profescions

There are two professions with which psychologiste in amy agency
come into automatic relationship: with psychiatry and persommnel. Both of
these are dealing with what may be termed psychologicsl problems, Concern-
ing relationships with psyebiatry, the prineciple that should govern is a
sooperative onej both have something to contribute to the umdersianding of
bumsn behavior. The medical person, the psychiatrist, has a very specific
and exelusive responsibility for evaluating mental illmess and for psycho-
therapy. Psychologlsia do engage in psychotherapy, but only mmder condi-
tions of close collgboration with physiclams, Psychologlsts, on the other
hand, have, by virtue of thelr special training and experience in the fleld
of pmdi.cting behavior and seccomplishment, and their intemsive concern with
the devolopment of specislized testing techniques, have esisblished a speelal
eleim to competence in this area. A comparison of the psychologieal liters-
ture with the psychistric will show the validity of this point. While each
profession has 1ts area of special competence, as noted above, each should be
permitted to contribute the problems that are involved in undersianding humen
behavior, Any line drawn between functions of the two professions must be
arbitrary 1o some extent,

The relationships with personnel arise from the fact that practi-
eally all personnel problems are psychological in mature, To repeat a point
made earller: this does not mean that psychologists should perform perform
personnel functions, Three points are, however, implied: m%, wheTe psy-
chologieal techniques such as tests are used, those with speclal competlence
and training in the use of these teehniques should review and canirol the pro-
grez, Secand, where independent, professionally controlled testing programs
exist, a2 mochanism need be set up to insure that there is mo overlapping of
effort, no interference of cne program with the other, and mo confusion caused
in the minds of those exposed to the programs., Ihird, psychologlcal research
teckniques can be utilized as an aid in solving some of the problems with which

they are particularly concerned,

EE R4 TR t gi W

8ince psychological services ave conceived to be primarlly advisory in nature;
since pmychological teclmiques can be nsed in all eompoments of the Agency; and
since these problems and needs change from time to time, the best placement of
peychologists is on one eentral staff from which services can be provided es
needed, Ixporience has shown that psychological work iz most effective in this
kind of an arrvangement, This arrangement has several clear advantages: (1} Inm
the long run, it is more economical, Psychologists are not brought aboard and
dropped after their specisl usefulness has been exploited for a particnlar pur-
pose, (2) It saves time. Delay in furnishing psychological services is not
ssused by the need for seeking out and clearing psople as each problem arises,
I+ is always avallable in a trained staff, {(3) Career development of psycholo-
gists can be managed mot only to the advantage of their own career development,
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but also o meke them useful to CIA in a wider veriety of fields. (4) It
makes for better long-range planning and consisteney in the application of
peychological techniques, It camnot be too strongly stressed that for some
problems, consistency is more important than the particular procedure adopted.
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